Abstract Identi cation, generation, transfer, storage and ef cient integration of knowledge occupy today's corporate managers, and there is increasing interest in different strategies
Introduction
We are said to live in a knowledge economy where value stems from professional workers and how they are organized and less from physical products (Drucker, 1973; Bell, 1974; Nelson and Winter, 1982) . Identi cation, generation, transfer, storage and ef cient integration of knowledge preoccupy today's corporate managers (Stewart, 1997; Davenport and Prusak, 1998; Cross and Baird, 2000) . Not coincidentally we can nd an increasing interest in different strategies for managing knowledge. Many of these strategies correspond to different kinds of information technology. One such technological form, intranet, is used by many rms. Three central features de ne an intranet (Newell et al., 2000) . First, intranet is a network based on the intranet protocol TCP/IP and runs common Internet applications. Second, intranet is a private network, granting access on a selective basis. Third, unlike traditional intra-organizational information systems, intranets do not address any speci c well-de ned need. The term intranet also covers a variety of mobile and remote work environments. An intranet can be regarded both as an information and strategic management tool in the context of knowledge management. A large amount of information -news, statistics, business plans, telephone numbers, travel plans, forms, and personal stories -can be stored and distributed in a short time to a large number of people (Mansel-Lewis, 1997). Intranet as an information and communication technology presumably connects colleagues in potentially fruitful constellations that generate and integrate knowledge (e.g. Ash, 1998; Kirchner, 1997) .
Research about intranet as a knowledge management tool tends to focus -in line with the mantra that knowledge is the key entity in modern organizations -on how colleagues can use intranet to generate, transmit, store and integrate knowledge (e.g. Venkatesh and Speier, 2000; McInerney, 1999; Miller et al., 1998; Davenport and Pealsson, 1998; Rao and Sprague 1998) . Management of people, teams, processes and facilities surround an intranet (Davenport and Pealsson, 1998) . But what are the phenomena that must be managed in order for knowledge to prosper? Presentations of information? Interactive modes? Rules for communication? Conventional theories about intranet as a knowledge management tool have never been founded upon any claim to mirror business reality's vast complexity nor included attempts to discover the appropriate phenomena to manage. We locate this lack of re exivity in the assumption that an intranet is a tool in its masters' hands.
Aim of the paper
This paper aims to strengthen the potential for managing knowledge by intranet, in part through incorporation of a broader theoretical scope than is currently available in conventional literature. The paper demonstrates that people -ready to be managed from a conventional knowledge management perspective -already, to some degree, have been confronted by intranet's structure. They are, thereby, already managed. It is argued that the key elements in managing an intranet (such as, activity level and information input) are not just tools to control the transportation of information and knowledge in a convenient and ef cient way. Rather, as constituents, these elements create the intranet. Furthermore, our analysis engages a signi cant, though neglected point: there is a danger that in using intranet, instead of increasing the idiosyncratic competence to act -to generate and integrate knowledge -intranet invites everyone to become a generalist. Drawing upon an empirical study of intranet use in a small consulting company, the paper's illustrative examples explicate meanings around intranet knowledge management and suggest potentially more rational interventions.
The rst of the paper's four sections outlines the premises of our theoretical interpretation. The second section presents the illustrative case and clari es the research method. In the third section, we demonstrate that intranet activity levels and information presentation are organized by the intranet itself, and thereby, to some extent, already managed. Several empirical examples suggest how information presented in an intranet -and knowledge about the information -is co-created in the process of using an intranet. In a last section we draw conclusions on the analysis of the empirical material.
Theoretical outline
In this section, we offer a Foucauldian vision of knowledge as discursive practices, including representation, to extend the overly static realist version of knowledge found in much KM. A realist view of knowledge underlies the discourse of KM and information management. knowledge is seen as ''existing'' more or less regardless of the container it happens to occupy and independent of particular context. Apparently, transferring knowledge from one inscription form to another (such as from spoken to written word in an intranet) does not relevantly alter the content buried within it (see Yakhlef, 2002, p. 3) . In conventional literature, ''intranet is only as good as its content'' (see for example, Mansell- Lewis, 1997; Curry and Stancich, 2000) or intranet is equated with ''existing'' knowledge (see for example Nonaka, 1994) . Knowledge has come to be regarded as what Latour calls an ''immutable and combinable mobile'' (Latour 1987, p. 227) .
intranet, the operative scheme; ''something for something else'' (Castoriadis, 1987) like texts, documents or statistics. The intranet, instead of being a container-like tool where knowledge is imagined to reside as a kind of stable entity or stock of xed information, becomes a complex system of discursive practices. By discursive practices we mean texts, written reports, pictures, numbers, charts, statistics, gestures and representation in general, that give meaning to the world, organize social processes, and naturalize/normalize such structures and meanings (see Foucault, 1966 Foucault, , 1972 . Using an intranet, with all its different discursive practices, can thereby be given an active role, central to instances of new knowledge clusters (such as news emerging through an intranet) and new categories of signi cance (See also Bateson, 1973; Power, 1997; Kallinikos, 1996; Chia, 1996; Bloom eld and Vurdubakis, 1993) .
One way to describe how representation works in this context is to highlight how different dividing practices (inclusion/exclusion, inside/outside etc.) impact on knowledge processes, including what people become and how people act. This is what Foucault convincingly illuminates in Madness and Civilization (1965) and Discipline and Punish (1977) . Foucault describes how the earlier division, or categorization, of people having and not having, the plague has continued to be implemented in other forms, on other objects. Foucault helps us to see how different dividing techniques to measure, control and normalize turned up during the nineteenth-century in schools, prisons, industries and armies. The prison, for example, is one technology that can generate control, discipline and normalization. Developments, including placing different prisoners into different cells and giving them numbers and names other than their own resulted in even better controlling systems. Furthermore, through architectural changes in prison structure, these divisions allowed a new kind of surveillance. Providing the warden with an opportunity to see everything without being seen by the prisoners, this dividing technique maintained an atmosphere of completely circulating mistrust (new knowledge) among the prisoners (knowledge objects). As they never knew when any were watched, the prisoners started to discipline themselves. It is not a grand leap to investigate intranet in this context. In an intranet it is possible to divide people into different groups, for example people who contribute to the system, people who put in news and people who are not active. It is also easy to divide information and represent it in different forms and with different techniques, with different results (i.e. Zuboff, 1988 ).
An intranet reduces a three-dimensional world to a two-dimensional representation on a screen. Using intranet makes available a large number of reproduced events and objects in condensed form that can be easily engaged, such as, statistics, forms, addresses, and so forth. We can get ''knowledge at a glance'', control different phenomena and make things happen. We can easily put a lot of information in an intranet (or in a computer), but information without representation is unthinkable. We can say that representation comes rst and makes information powerful.
Representations of activity levels are a focus of intranet-based knowledge management ambitions (Oppenheim, 1997; Mansell-Lewis, 1997) . Apart from the technical elements, primarily two issues are coincident with activity levels. First, relevant information has to be put into the intranet at regular intervals. Second, corresponding overload problems in which users become stressed and lose their concentration have to be avoided. In intranet management research, we nd different -and to some extent con icting -strategies to address these issues. One strategy involves setting up an ''open free climate'' without any ambition to manage the activity level in an intranet. Davenport and Pearlson (1998) argue that leaders should give access to information in an intranet and not keep it for themselves. Curry and Stancich (2000) point to another strategy: management should survey the situation and maintain fruitful conditions so that the activity level and relevance of information in the intranet should be ''right''. Schachtman (1998) and McInerney (1999) argue that the workers should be active in intranet and responsible for ensuring that information put into the intranet is relevant and fruitful. Wachter and Gupta (1997) summarize the contemporary discussion. They stress the spectra of strategies, from recommendations to let the information process ''live a life of its own'', to strict management of intranet information and activity level. These strategies also nd their echo in conventional knowledge management theory in which a fundamental task for management is managing and co-coordinating (relevant) information (see for example Nonaka, 1994; Grant, 1996; Nonaka and Takeuchi, 1995; Brown and Duguid, 1998; Gao et al., 2002) . Nonaka (1994, p. 29) , for example, writes: ''Ef cient knowledge creation requires inquiry and pre-processing of existing knowledge and information. Therefore, it is a practical requirement here that everyone is given access to necessary information with a minimum number of steps . . . For this purpose, (1) organization members should know who owns the information, and (2) they should be related to the least number of colleagues so that they are not loaded with information in the excess of each one's cognitive capacity''. These theories have their roots in what can be called a ''rationalistic perspective' ' (Winograd and Flores, 1986; Lueg, 2001; Anand et al., 1998) , i.e. a world that can be (potentially) described objectively and from where an optimal, a rational solution can (almost) be found.
Knowledge is a critical factor for an organization's survival -as KM literature accedes -and it seems better to work in line with the rational efforts found in KM-theory than not. Rational efforts found in conventional studies of managing knowledge by intranets could be both fruitful and powerful. At the same time there are plenty of intrinsic problems connected to these rational ambitions. The two most signi cant dif culties found in this context center around an attempt to make knowledge explicit and locate relevant information. The rational effort to make tacit knowledge explicit in IT networks (by texts, pictures, etc) is challenged by the notion that tacit knowledge held in people's heads is hard to formalize completely (see Polanyi, 1967) or that this would, at least, prove a time consuming task (Davenport and Prusak, 1988; Lang, 2001) . Moreover as Cooper reminds us, if an event is completely predictable, it simply does not provide us with information (in Chia, 1998, p. 171) . Information derives its signi cance from its unpredictability. Information is novelty and newness, something that we did not previously know. Thus, the rational effort to know in advance, to know what relevant information is and where it is to be found is problematic.
This theoretical section has linked using intranet to different techniques of representationincluding dividing and categorizing processes. Different discursive practices in intranet use, such as entering information in a certain manner, are active and can produce knowledge clusters as well as knowledge objects. In saying this we do not mean that intranet use results in the ''liquidation of all referentials'', that is, a collapse of our rational efforts to manage knowledge (Baudrillard, 1983, pp. 3-4) . Rather, we propose the opposite. Our purpose is to broaden the discussion base from which effective and rational decisions and interventions can be made and knowledge management by an intranet can be practiced. By such a discussion we hope to bring the conventional discussion about intranet as a knowledge technology a bit further. Representing information, and different techniques of representation, connected to using intranet are, of course, not unique just to an intranet (see also Edenius, 2002) . Contributions derived here could be applied to many other technologies. Intranet seems to be just one technology where the power of representation has been exaggerated and hyperbolized.
Notes on method and the case company
The empirical material in this article was collected at a small company in Sweden. The company is a venture capital rm working on the world market. At the time of the interviews there were 21 employees at the rm, about half of which were investment managers (IM). Investment managers travel frequently and meet a lot of people. To maintain contact with the home-of ce they used mainly mobile phones and an e-mail-system parallel with the intranet (or what they also called an open of ce). A small number of the employees worked with administration and different backup-jobs. Only a few persons in the company had a xed physical-working place. The rest of the staff had so-called mobile and exible working places.
The empirical material is based on tape-recorded and transcribed interviews with investment managers and administrative staff. Interviews with 16 members of the organization are the major empirical material for this study. Interview subjects were asked to discuss how they used the intranet and the quality of it. The interviews included questions such as:
f How do you use the intranet?
f Why do you use it?
f What do you get out from it (to do your job properly, to improve your skills)?
The interviews were made in autumn 1999/spring 2000 and followed up in 2001. The company had used the intranet for almost a year at the time of the rst interviews. The main, and explicit, reason for implementing this kind of intranet was to keep the company together. This meant giving relevant information to the employees, improving the possibility to share knowledge and being able to structure knowledge. The intranet was said to help the investment managers work more professionally and ef ciently. The intranet at the rm included different representational categories. First, there was a large amount of basic information, such as telephone lists, timetables, upcoming meetings, and forms. Second, there were different news-articles and news ashes. Documentation of meeting protocols and agendas, investment and business plans and statistics constituted a third category. Fourth, there were personal stories, or narratives told in the intranet. Even though everyone in the company was encouraged to contribute information to the intranet, the company had assigned people to be responsible for in-putting special information. For example, one person was in charge of in-putting fundamental information (about new colleagues, timetables, and common meetings), and another person was in charge of in-putting news. A third person was in charge of administrating and in-putting data and statistics about different investment projects.
The empirical material in this article is not to be seen as an endeavor to conceive of a clear order from different observations, like a ''pure'' induction or a complete ''case study''. The analysis will be based on what different users said about using an intranet in an organizational setting. The ambition is not primarily to verify clear theories or hypotheses. The method is rather to be regarded as adductive (see Hanson, 1958; Eco and Sebock, 1984; Alvesson and Skö ldberg, 2000) .
Using intranet -norms, work culture and news
This part of the article is divided into three sections. The rst focuses on illustrating that the way information is represented in an intranet has an impact on the activity level. The users say they attempt to maintain a high activity level by trying to put in data themselves and demanding others do the same. We will argue that an intranet coincides with these kinds of demands and normalizing processes. Furthermore, using an intranet coincides with new norms, including the demand for high activity, expectations that emerge as soon as the intranet starts. The illustrations show that routines and norms seem to be a constituent element in using intranet. But, as the example below also illustrates, that does not mean that everybody maintains a high activity level. This is especially true with regard to putting in data themselves. The interviewees stressed two qualities, production of a work culture and production of news, as extraordinarily advantageous with the intranet. The second section explores the intranet's contribution to maintaining a work culture (which was important because the IMs were often away from their home of ce). In the third section, the production of news via intranet is discussed. We demonstrate that the activity level -that is to some degree already constituted by intranet -also generates its own results.
However, let us start to discuss generally the outcomes of information structuring in the intranet by listening to an Investment manager:
Not everyone can write on the blackboard at the same time, it is the same for intranet. You must load information in a well-structured way, and it is easy to forget that in this virtual world you need many different forms of relations. Let us imagine a room where you can get all information at the same time; what chaos! And what a long time it will take to get to know the important things. The question is whether we are mature enough to live in a virtual world.
We can see here how the two dimensions of generating and integrating knowledge -all central entities in KM-theory (Yakhlef, 2002 ) -can be interpreted as the way representation works. ''Law and order'' is a strategy in compact form to gather a lot of information, distribute the information, share it and therefore use the potential of everybody's competence/potential. But the quotation above can be further interpreted by illustrating the discursive formations' active character. Logging in frequently is unmistakably an important feature to understand how an intranet is made a success. One interviewee explained her routine regarding practicing intranet in the following way:
You log into an intranet in the morning, the rst thing you look at is if something has happened, some special news . . . It is the natural way to do it, rst you check your mail and then the news in the intranet, it is like brushing your teeth, you must be updated . . . our ambition is that we shall keep as much as possible in the intranet and we should not be limited by our physical working places. There will be a lot of things to put into the intranet, what you see today is just the beginning. There is always someone who has a splendid idea, and it is in constant order of redesign. (Administrator) An intranet actualizes this kind of procedural knowledge. In a regular pattern, the people at the rm can pick up information from an intranet and ensure the gain is repeated. The routine in this context makes it possible to act without considering why one is doing something, to ''Just do it''. Habitualized actions are carried as new knowledge in routines, almost at the level of the unconscious. The routine makes a nice dove tail to discipline and norms. In an intranet you ought to be ''updated''.
To participate in an intranet always demands something from its users that goes beyond the self-discipline to actively participate in the system. In symbiosis with the routine, to be active in intranet also includes a demand to enhance the activity of others. As two investments managers formulated it: Not all information is accessible in intranet. If all these papers on my desk could be implemented in the intranet I should be happy. And I could receive a mail everyday about all kinds of information, which has been put into the intranet. But this depends on everybody contributing by writing a lot in intranet. And I must say I miss higher activity by the others. I have tried to ask my colleagues to be more active but it is hard to see any results.
I think intranet is great, but it depends on activity by all of us to put in different things, that is the critical thing with intranet . . . But intranet needs to be managed. Everyone has so much to do; there is a need for someone to nag about more activity by everyone. Everybody in the rm has so much to do. I try to put in some information, but what I like best, but miss most, are other persons, who contribute with information, who can tell everyone else about a conference or something like that.
The investment managers not only say that they have to be active themselves, they argue that everybody else has to put information into the intranet. The users demand active participation from their colleagues. The users ''will to order'' generates a norm that compels everyone to contribute with information. We can see how intranet, and its representations, makes norms. The demand to contribute becomes a guiding star, together with requirements of self-discipline.
From the quotations, we see that the speci cation of a norm is inseparable from the speci cation of natural and technical operations that also struggle to engage normatively (Gordon, 1980, p. 250) . Intranet ''needs to be managed'', as the interviewees say. The intranet seems to be, by its construction, an extraordinarily ef cient medium for a correcting mechanism, because everybody can relate his or her activity to others. We can say that the user, in relation to an intranet, is placed in an ''analytical space'' of comparative order (cf. Edenius, 1998) . The users can always see who is active, who is not, and whether one writes a lot or not. Division makes not only vision in this context, but also a demand for activity. This becomes even clearer when the interviewees say that they ask their colleagues to become more active; and several in the rm said there was a ''nagging around'' about the activity level. However, even if the norm to be active is strong, it does not seem to actually have resulted in considerably higher activity by the organization members. What the interviewees reveal is, instead, that very few persons in the case company succeeded in putting data into the network, though everybody had the possibility to put a lot of different information into the intranet. As a result of this -as mentioned above -after a period of time speci ed persons were given the responsibility of taking care of different functions in the intranet. From this perspective the intranet does not seem to be a success.
At the same time the users seem -by confronting the structure in an intranet -to be aware of problems in ful lling this ambition:
We are missing statistics in intranet. I think it would be good to keep the statistics in intranet, but we cannot put in everything into intranet. We have so much else to do. Some things have to be done quickly and vanish into the air as soon as one has touched them. And it is good to maintain physical contact with other colleagues; it is something you miss in intranet. You want this kind of direct contact . . . I think the ambition of wanting to have almost everything in intranet is wrong and it takes so long to put things in it. (Investment Manager).
The vision with intranet is to load everything that is important to the company or for different projects. If you change projects, you don't have to go to someone else's desk, this is the vision. But we are not there yet . . . My experience is that you have a personal structure, which ought to be common in an intranet. It is not a technical problem but something different, which has to be ful lled before an intranet, can become a success. (Investment Manager) It is of course tempting to think of an intranet where all employees' knowledge is made explicit and ready to be managed, or put in another way: ''That all human knowledge could be put into one book'' (Lang, 2001, p. 48 ). If we go back to the interviews we can see that the interviewees seem fully aware of how dif cult it would be to use the intranet to its potential. As another investment manager formulated it:
The easiest way to maintain contact with others is to do something together, to have a project together. The neutral network, as an intranet means, will become a database that you can use from time to time, but it is dif cult to maintain a high activity, without rst doing more concrete things together.
We could say that an intranet is apparently a powerful tool to constitute highly skilled experts, and competent investment managers, by its ''capacity'' to generate transmit, store and integrate knowledge. However, the case evolves differently. Investment managers seem not only to be persons who know a lot, they are interested in dilemmas and they are interested in solving intricate problems. They are curious and critical. They are not primarily or necessarily good at knowing, however, but at gaining knowledge by a whole cycle of different kinds of accumulations (by talking to each other, by copying each other, by seeing each other etc. i.e. Latour, 1987) . This happens in a space where the intranet seems to dictate, to some degree, the range of what is strategically available for individual users. We can see a centralization of data entry as a few members become responsible for putting in data, and, hence, allowing the majority of users to become peripheral.
But again, these norms and normalization processes are empowered by the social context of the intranet (cf. Tsoukas, 1996) . We could say that by using an intranet, the norms, which demand that the investment managers and their colleagues should be active, become obvious and embodied. The routine can -from traditional knowledge management theory -be regarded as a tool to improve knowledge integration (e.g. Grant, 1996) . What we would like to stress is that the norms in this context should not be regarded as lacking an agent, a person formulating them. What they seem to lack is a well-de ned programmer, and through that the activity level and the norms seem to be much more complex phenomena than can be found in conventional theory about knowledge management by intranet. In the next section we shall illustrate two advantages of using an intranet that can be linked to both how information is represented and different techniques of representation in the net. First, we will bring our argumentation forward by illustrating how an intranet produces a culture.
The production of a culture in an intranet
Our virtual of ce is a quali ed intranet where we can nd everything we need to do our jobs, both administrative things and basic information. It is very important that the intranet works like concrete in an organization, which is quite loosely coupled. Even if we were quite few people in the company there are plenty of individualists and the art of the work is that everyone handles their own project, so there can be a long time between the meetings in the of ce. It is good to have a common focal point and that is exactly what our intranet is . . . We can look for information and get news if we have any visitors here in the company for example . . . I really appreciate when my colleagues write about some journey, or what they have done . . . I usually say that what before was in the walls, today you can nd on the Web. The grand thought is that I can get to know things wherever I am, and it is so important to nd this common feeling of belonging to each other, both technically and culturally; I want to have the possibility, even if I am climbing a mountain, I would like to have the possibility to log in to the intranet. (Investment Manager) The intranet is what we have in common. The intranet is our notice board and our news. I choose what I think is the most important and try to contribute to the intranet. The key to an intranet is to have a meeting place and a database, which encapsulates questions we have in common. What we have in common is something we have to agree about. (Investment Manager) The intranet generates a kind of consensual knowledge. Different workers can, wherever they are spatially, go into a familiar milieu, a mutual trust, and get a feeling of belonging. The interviewees say and explain, in a positive way, that the intranet works as a tool to bring people together, to get a feeling of coming closer to each other. ''Something we have in common'' is frequently said of intranet. Metaphors of ''culture'' imply that the investment managers work in the same social context (cf. Lakoff and Johnson, 1980, p. 118; Lueg, 2001, p. 152) , in which the intranet functions -as cement enabling the employees to interpret phenomena regardless of how the information was transformed and transported (cf. Gertz, 1973) . However, if we deviate from stressing the subject's social context and abjure this kind of culture metaphor, we can understand such interpretations as stemming from the very use of the intranet itself.
The workers' knowledge could be regarded not primarily as a kind of knowledge that members have in their minds, but as a kind of limited and condensed knowledge that appears when intranet is used. The spirit of community is the result of how their world is divided and, thereby, classi ed. Here we see how an intranet could comprise a well-known texture or pattern. It is a kind of structure, a mode of inclusion/exclusion that could be regarded as a necessary condition for the existence of objects and discourses made possible by intranet use. It is through inclusion/exclusion that the users receive and create meanings, and acquire a sense of belonging together. To maintain or generate a kind of consensual knowledge, people use different techniques of representation; in this case, what they have learned is to follow a routine. One interviewee compared connection in an intranet with other more traditional descriptions of an of ce; ''what before was in the walls, today you can nd on the Web''. Yet, to follow a routine is an active process that not only maintains a culture; it has indeed the capacity to generate other kinds of new knowledge clusters too.
The sense of belonging in the culture emerges simultaneously with the investment managers' log in process. This is an illusionary world (Rheingold, 1991) . It is a world where both time and space lack reference (see also Gibson, 1984) . What has become real for the employees is a kind of consensus that an intranet picks up things they have in common: all this appears when engaging with the disciplinary practices of an intranet. What becomes real depends upon intranet use. The culture exists, emerging when the intranet is switched on. We have in that sense to activate or actualize what we believe, to be real (Sherman and Judkin, 1992) , echoing what Latour referred to as a ''variable ontology'' (Latour, 1996; Sotto, 1997) . One can log in during a mountain climb and, at the same time, get a feeling of belonging together with absent others. We can say that the intranet works as a tool to ''load'' belonging in a convenient way, a kind of belonging on demand, a constant availability. But to get a gain from this ''variable ontology'' you need to log in. We can now also see how great distances could be bridged thanks to intranet technology by bringing colleagues closer to each other. This is the paradox that is linked to all IT-devises, i.e. bring remote events near, at the same time as we can keep them at a distance (Cooper, 1993) .
The production of news in an intranet
An intranet frames the news, making some information both exciting and important. A raft of literature has pointed out the in uence of frames in such elds as cognition and decisionmaking (e.g. Argyris et al., 1985; Goffman, 1974; Dunbar et al., 1996) . The main idea is that to control or handle a situation you have to de ne a focus of interest, i.e. -as in the example of intranet as preserving a culture -to develop a frame. By using Bateson's (1973) role of the frame as an instruction to the observer to attend to what is within, or included, while suppressing what is outside, or excluded, we here give the concept of the frame a more active role in the organizing process. Framing by selectivity constitutes different types of instrumental action. That is, providing a stable means enables action in identical and predictable ways. Using intranet can thus be an instance of worldmaking undertaken to institute particular versions of the organization (cf. Goodman, 1978) .
Let us explain what we mean by examining how two members of the rm discussed news and the intranet:
In intranet I receive information about what is going on all the time. Firstly I read the news, it is always interesting to read, and secondly I read about different activities in the rm, the management, personnel questions, which also are interesting. But we don't work so hard with such questions. To receive updated telephone numbers and timetables for the busses is also good and there are plenty of such supporting functions in intranet. (Investment Manager) Global-analyses that we get via the intranet are very good, because you can learn a lot in concentrated form from a few persons. You want to know what is going on, and if I think something is missing, it is up to me to ask. But today, almost everything comes to you, which could be important for you. (Administrative staff) An intranet represents information in clear and well-de ned forms. News in an intranet seems to be something much more than just a lot of information transferred in compact form in different cables. In other words, news is already built into the technology by the way it is represented. Employees appreciated that they could easily get news by intranet; thanks to intranet there is news on demand. The news has become ''good'' and ''successful'' at the same moment. As the person in the second quotation above describes it, ''Now comes all the information which is important for you''. The news is what rst appears on the screen when logging into the intranet. The news is important because it makes sense to everybody in the organization and people stay updated by logging in from time to time. Prior to this, of course, the information must be represented in certain frames. Not only does the rm have staff that updates and enter intranet PAGE 132 | JOURNAL OF KNOWLEDGE MANAGEMENT | information, but these personnel have a platform to become, and behave as, news specialists. One interviewee expressed it as follows:
The news is good because of two things: one is what is really written there, it is written down by some news specialist who has found it interesting, which you cannot nd in an ordinary business paper. She (the person who wrote the news) has written it down because she liked it and found it interesting. She has read a lot and from a lot of different information there are just some articles left. Secondly, we receive the news very quickly and simply in our intranet. But I think there could be more news, and it is about getting other people in the organization to contribute too. That is important. (Investment Manager)
Here we see the af nity between framed news and ''news specialists''. The intranet creates conditions of possibility under which people become well informed and ''well-read''. Furthermore, routines make knowledge clusters such as news, and culture.
The key element in managing an intranet -what we have referred to as ''activity level'' -is not conceived as an entity ready to be managed with the purpose of conveniently and ef ciently transforming, integrating and generating knowledge; rather, the element is constitutive, creating the intranet. To manage intranet activity levels involves more than managing the time required to transport information from different points, or entering ''relevant'' information. Managing the activity level is intranet.
Concluding remarks
Intranet plays a central role in many companies, expanding the advantage of knowledge in the organization. Running an intranet includes the ambition to manage it or, at least, to make a decision not to. Managing the activity level and letting relevant information circulate are primary managerial concerns. What this article has suggested is that managing an intranet means handling phenomena that are always on the move, and thereby dif cult to capture for observation and management. The article also argues that key elements in managing an intranet -the routine of logging in, following procedures of information entry -are not just the result of strategies to transform knowledge in a convenient and ef cient way. These elements are constitutive. They create the intranet. Moreover, individuals -ready to be managed -are confronted by the intranet's own way of representing information. To make an intranet a success, the users must discipline themselves. But, it is not enough for one or two members of the network to be self-disciplined, and to frequently log in. As an intranet-user, it is demanded that ones colleagues should do the same. These others, then, are already managed by the intranet, as well. At the same time that the users of the intranet expect it to become a success, they communicate problems of ful lling expectations of the intranet's potential. Thus, another organizing process starts: somebody must be responsible for administrating and putting information into, the net.
The analysis above does not aspire to any closure. The discussion has been, partially, theorydriven, and the underlying empirical material is mainly used for illustrative purposes. More detailed studies are required to understand the relationship between running an intranet -with all its discursive representational practices -and how it works in a pragmatic context. We draw conclusions from the proposition that the intranet, to some degree, organizes itself. People from the case company are fully aware that not everything can be put into the net. What would happen if management succeeded in their ambition to have everyone enter all relevant information into the intranet? What if everyone becomes a good contributor? The users would be loaded with information in excess of each one's cognitive capacity, an important concern in ef cient knowledge creation (Nonaka,1994) . Furthermore, if the highest demand for activity level was met, the professional investment managers -who know how to gain knowledge -would not only have to handle a lot of information, but they would be forced to become generalists: the specialists would be forced to do something outside their ''real'' competence. As a result of practicing intranet they would no longer be professional investment managers. Maybe it is fortunate that intranet works in conjunction with its own failure. Here Foucault's point about the power of representation, and how division makes vision, as well as individuals, comes into focus. The intranet, with its potential to compartmentalize information and individuate users, seems to strike back, twisting Foucault's insight, and, for its own survival, centralizing information and working to create undifferentiated generalists.
To resist this development, we suggest that KM practitioners need to re ect on their goals of managing knowledge in relation to intranet technology. We point toward two relevant general questions:
(1) What in uence does the way information is represented in an intranet have on individuals and communities?
(2) What kind of knowledge, and knowledge clusters, turn up when using an intranet?
The implication of these questions, the re ections they inspire, is that activity level management becomes even more crucial than traditional theories of knowledge management would suggest. Without such management intranets will tend toward ''self-organization'' and the problem of generalizing the specialist.
